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IC 74-1724
29 July 1974
MEMORANDUM FOR: General Graham
SUBJECT: Lack of Progress in Improving Current Intelligence
Production '

1. I do not think I am the only one who is dissatisfied with the
intelligence community's effort in the field of current intelligence
production. Recent events in| lunderscore the poverty 25X1
of our performance, and I see TTEETe evidence that much, if anything,

5X1 has been learned from the experience. :

2. I think it unlikely that much progress in this state of af-
fairs will occur unless someone is willing to talk to the production
community pretty bluntly.

A
3. There are some fundamental matters which are at the heart of
our production problems. They need airing. These are:

a. Inadequate attention is being paid to the most important
probiem of current intelligence --- short term forecasting and
analysis.

b. Over the years, there has been a great deal of rhetoric
on this subject and precious little action. The fundamental rea-
son for this state of affairs is that senior managers have never
devoted sustained attention to the problem, i.e., production mana-
gers are managing inadequately.

c. Identifying "insufficient personnel resources” as the key
factor in the failure to improve current intelligence performance
is a red herring. Save for the occasional international crisis,
there are many underemployed professionals in the production of-
fices. '

d. Concluding that managers have insufficient time to manage
is also a red herring. There is always enough time to ask the
right questions, challenge conventional wisdom, etc. once the senior
- partners of the intelligence firms demand this of their production
supervisors.

25X1
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e. If top management placed as much emphasis on the prob-
lem of analysis and the finished intelligence product as it does
on examining collection systems and manipulation of resources, I
am confident we would see measurable progress in the world of pro-
duction.

4. A1l of the above judgments are, of course, liable to attack.
(They will be considered 1ibellous in certain circles.) However, while
you can quarrel with detail there is enough fact here that it warrants
real exposure. :

5. I do not recommend that another "studv" he undertaken  Que
intelligence performance over the past year
should be prima facie evidence that we aren't JeTTINg DETter at our pro-
fession. I therefore recommend that the DCI take on this problem person-
nally with the key production officials of the intelligence community.

. 6. Attached is a draft paper which addresses some of the salient
issues the DCI should table in such an airing of the problems of produc-
tion. '

25X1

\ Colonel, USMC
- T ' - IC/PRD
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This is the memo which we prepared for
| to send to the DCI. It is our
understanding that it went forward to the
DCI exactly as drafted ..o

5X1
LEWIs J. Lapham . - o . 3
16 Jul 74
(DATE)

FORM NO. lol REPLACES FORM 10-101

1 AUG 54 WHICH MAY BE USED. t47)
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MEMORANDUM FOR: . Diractor .of Central Intelligence

SUGBJECT :  Comman +ha Memorandum "The -State of
- Soviet Analysis in CIA"

_The memo makes some misinformed assertions, dispenses
some overly-casual generalizations, and tends.in places to .
the platitudinous-superiicial. It is, at the: same time, .
one-sidad in its concentration on OPR's Soviet effort. I
would note, too, that many of the issues raised are by no
means breaking the surface for the first time here. . Having
said this, I would agree that they are for the most part
legitimate and vital issues. I would like to see some of-
these exposed even more fully. Some of the points touched
on ——- and I have in mind particularly the raference to the
problem of determining intentions and predicting behavior --—
are central to the whole business of intelligence analysis,.
not just in the Soviet area. I think all levels of the
Agency would profit greatly from a close, hard look at this
whole guestion. We will be trying to take at least one step
in this direction in an OPR paper scheduled later this year.
on the subject of defining Soviet “"intentions” in the context
of detente. » ' :

The issue of "cross—fertilization"” -—- and what is
eally a part of the larger issue: how to allow play for
nformed and reasoned dissent —- is still another which is
£ concern across tha whole spectrum of intelligence analysis-

our deficiencies in this area and sensed that ways could be
found to cure some of them. At the same time, I do not

think it helps much simply to say that thers is not enough
cross-fertilization. It is almost by definition scmathing
there is nevar enough of; who could possibly set himself 25X1
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against the idea that there should be more of it? But it is
not a m=2asu *aole com “oavuy it is an abstraction, and judgments
as to how much it is in short supply are nscessarily highls
subiactiva,

My own judgment is that the notion that it is at
present seriously lacking is exaggerated. There is, inde=d,
a great deal of compartmentation and specialization within
tie Agency. To some extent this is necessary and unavoidable.
At the»sawe time, we have many machanisms for insuring and
even requiring an exchange of visws, though thess admittedly

7

s
-are not always maintained in DGV‘eﬂt order. The basic one

is the coordinaticn and Consulba ion process, which all
1telligence end preducts go through. Perhaps for many

analysts this is more a burdenscme routine than. any*n.ng

else, but it is nonetheless a regular form of opinion exchk angﬁ.

There are also numerous forums for multilateral exchange,

finished intelligences and some not.. It should also be pointed. -

out that there is an active informal network of Soviet anal-

"ysts in OCI, OPR, [ ] OER, 0OSR, DDO/SB, CRS, INR and DIA

that is in constant communication on Soviet *cvs7opments.

mhvre are, in addition, the many programs of the Office of

raining which bring together Agsncy peosnle, some of then
the status of students and others as gLe5t lecturers, for

iscugsion of a whole range of substantive and managerial

pics. And, finally, the opinions of others, expressad .in

e form of published reports, are geanerally -vailasle To
evaryona. ' : _

Unguestionably, bureaucratic barriers and gaps between

disciplines within the Zgency remain. The memo proposes as
one way of reducing this inherent problem a policy of increasad
rctation betwesn components. This, too, is a notion whic '
has coma2 up again and again over ths years. It is hard to
object to it in prlnCLle, and, of course, there are guita a
gocd number of rotations now occurring, in and frox OéI, for
example. It will certainly bs desirable to Zdeviss a means

£ allowing peonle to take rotational assigrnments in OPR
whan it appears that they can and want to o 2 piece of
research tailored to OPR's neads. (L=w Lapham, by the Way,
will shortly be sending along nis thongrts on your suggastions
in this regard.) But there are rotations and rotations. I
believe that -~ speaking of the situation as I ses it in

IS I T % S s Bl TV ONY M e o~ e
C o NP IDENTIAIL
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this Directorate -- there might be as nany drawbacks as
benefits to an extensive, systematized program of rotation.
For.one thing, political specialists are, for the most part,

political specialists and not economic experts (and vice
versa) because that is where their interests and talents
lie. The great majority of tha best of them want it that
way.. To taks an analyst out of OCI, say, and assign him to
one of ths sp°c1al_~~d worxlng components of QER, for a
longish period of time will in many cases, especially if the
analyst is not keen for such experience, producza negligible
results in terms.of expanding his horizons, and at the same
time involve no .little cost in terms of ‘his time and the
host_office’s time. I could, however, foresee benefits
resulting from an arrangement under which, for example, ‘an
experiencad political analyst was assignesd to the Office of
the -Director of Economic Research and under his auspices
given wide familiarization with the sources, methods of
analysis and personnel of the office as a whole, over a
period of something like 3 to 6 months. External. training
in other dlsc1pl-n=s, either via governmental or academic
programs, 1s another useful route In either case, however,
the number of people who can be acconnodatnd is llmlted by
budgatary and practlcal con51deraglons. :

N

This Suggests a further point, an important one I
believe, and onz which is neglected in the memo. This is
that there are considerable possibilities for broadening our
thinking and sharpanlng our insights available to us outside

the Agency. This is not to dGPIEClaLe the expertise containe

within our walls but to say that there is a rich external
fund which, I suspect, we are not making as much use of as
we should. In the first place, this means na more than
staying abreast of the academic literature in our wvarious
fields of interest. But we should continue to place value
on establishing and expanding direct contacts with academic
specialists, on both a multilateral and bilateral basis.
Attendance at professional conferences is on2 wav. Still

.another is the specially organized informal seminar bringing

academics and Agency people together periocdically for dis-
cussions focused on a particular subjact or paper. I should
point out, however, that this device, valuable as it is,

neads to be used selectively because, security considerations

apart, there is always the danger that we could wear out our
welcome in the academic community.

-3
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I take more seriously than the observations aboukt
cross—fertilization in g=2nsral the ceomplaint about the
impediments to flexible and original thinking. It is a

longstanding problem, but ons which, to my knowiedge, has
never been attackad in earnsst. The analytical environment
does not in fact encourage the rethinking of established
wisdoms and comfortable verities. To some exient this lack
is in the nature of the bureaucratic beast, and of life in
an organized community with its group pressures, fear of +he
consequences of isolation and error, etc. And, as is well
known, coordination, though it discourages wild. swings and
helps to cull out the merely eccantric, also inexorably
drives opinion toward the well-trodden middle ground.
Thought might perhaps be given to keeping formal, full-dress
coordination -- which strictly speaking means egual rights
for the originator and the commentator -- to a minimum and
allowing more room for the kind of informed and responsible
consultation which academic scholars, by and large, practice
among themselves. There is also some appeal in a notion
which has been discussed recently within the Agency -- the
notion of some form of "devil's advocacy,” not too formal
and institutionalized, but a device or even just a shared
attitude that would help to insure that novel ideas and
unconventional opinions get @ fair hearing. In any.case,
the subject is worth further thought.

I am also in sympathy with the suggestion that our
analytical, as opposed to our managerial, resources sometimes,
in the end, are treated as our least prized assets. This is
not to say that once a Sovietologist or Sinologist always a
Sovietologist or Sinologist. Some people with experience in
these fields move to other things, sometimes simply becauss
their interests and enthusiasms have shifted. But whare
-this is not thes case and where- p=aople have demonstrated
their capacities for top-flight intelligencea analysis, there
ought to be ways of insuring that they continue to be rewarde
commansurately. t 1s Directorate policy to promote our best
analysts to GS-15. and we have done so wheare possible. Per-
sonnel ceilings and grade restrictions have not permitted as
many such senior analyst-jobs as we would like, but the op-
portunity is clearly there. Furthermore, ocur branches and
divisions are small and the chiefs of these organizations
are intimately involved in the analytical process often doing
the original drafting of, major intelligence items. 1In effect,

. e
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ranch chiefs are senior analysts desvoting the over-
ing amount of their time to substantive matters. But
ess to say, since there are only so many of the higher
s to go around, any attempt to make these more widely
ilable to substantive personnal would ultimately entail
reduction of administrative-managerial and staff positions.

Over the years I have found that good analysts come to
us in a variety of disguises, some as Ph.D's, some as BA's.
Some. of these, usually those who gravitate to Soviet foreign
affairs, have the journalist temperament and itchy feet and
like to be where the most action is. It is these people we
must persuade to tarry a little. ™ Others wish to dig out
their little specialist hole and bury themselves in it. It
is these we must persuade to spend some time in the outside
world occasionally. I think we need both kinds and both new
and old blood, where possible in a state of creative tension.

Finally, some comments on the references to OPR, its
objectives and reflexes. I take the observations. about the
relevance of its work program to be largely gratuitous. In
any case, they are too off-handed to be helpful.-  We are all
I think keenly aware of the necessity of making and keeping
the research effort relevant. DNeither I nor the members of
OPR foresee their becoming a community of bearded monks in
dusty. cassocks. sitting atop their own Mt. Athos. DNor do I
or they want to slip into the business of, as one member of
OPR put it, churning out Ph.D theses with SECRET stamps on
them. But, at this stage, I have no misgivings on that
score. - -

As for the participation of OPR's experts. in Agency-
wide or interagency enterprises (NIEs, NSSDMs, etc.), it is
of course untrue to imply, as the memo does, that this does
not occur. How much 1s desirable, at this point in the )
quite short life of the office, is a matter of judgment. I
would expect this aspect of its work to grow, especially
since the staff that has been assembled possesses considerable
versatility. We will also want to provide opportunities for.
the staff members to express their thoughts f£rom tima to:
time in forms other than the full-blown research report.

(1]
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But the creation of OPR was the result of a belief that
there was a gap to ba filled in the area of research in
depth. Until it has been demonstrated that this is not the
case -— and eight months have hardly been enough to do
that -- I am convinced it would be a mistake to begin thinking
about changing course. It would especially be a mistake to
send OPR down the road of current suppozrt, including naxlng
regular contributions to NID. While there can be nao precise
delimitation of the sphere of current intelligence, and OPR
must also concern-itself with the immediate and +the topical,
not just the historical or futuristic, to faollow such a .-
course .would be to blur the legitimate: distinctions between
- the missions of OCI.and OPR.beyond recognition.. I would
note here, parenthetically, that I find it curious that the
author, perhaps inadvertently, at no point in.his memo
- acknowledges that 0CI, like OPR, is the home base for a ‘body

of wellrtra;ned and expﬁrlenced Sov1et experts. .

L 25X

Acting. Deputy Director for Intelligence
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